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To ensure that our country’s wildland fire community performs its—often high-risk—missions and operations safely and successfully, all of its members need to constantly be learning. This commitment serves as one the crucial goals of the Wildland Fire Lessons Learned Center.

Launched in 2002, the Center has led a concerted charge to become a viable and proactive “knowledge resource center” for everyone in this country’s wildland fire organization. This key audience includes all wildland fire members of the federal, state and local land management agencies and organizations. To help accomplish this goal, the Center also works in cooperation with the National Interagency Fuels Coordination Group, Federal Fire and Aviation Safety Team, National Wildfire Coordinating Group, National Association of State Foresters, and The Nature Conservancy.
As Center Manager Paula Nasiatka explains, “Our core wildland fire objectives are to improve safe work performance, help advance organizational learning, share knowledge, and promote organizational change.” Specifically, the Center’s staff strives to achieve these overarching goals by performing six critical tasks: Collect intelligence about the environment; Learn from other organizations’ effective practices; Learn from our own experiences and past history; Experiment with new approaches; Encourage systematic problem-solving; and Transfer knowledge throughout the wildland fire organization.
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How We Got Here
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The acknowledged need for an interagency Wildland Fire Lessons Learned
Center to serve this country had its roots in the TriData Wildland Firefighter Safety Awareness Study, initiated after 14 firefighters tragically perished in Colorado’s 1994 South Canyon Fire.
Two other primary motivations combined to help establish today’s Center:

· The realization that the interagency wildland fire organization is a diverse community that encompasses hundreds of wildland fire organizations at field and management levels.
· A recommendation from the National Advanced Fire and Resource Institute (NAFRI) for incorporating lessons learned and effective practices into the fire training curriculum.
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[image: image19.emf]Although originally proposed as a center to focus on firefighter safety, early firefighter community surveys indicated a desire for such a wildland fire “lessons learned” center to take a more “holistic” approach by looking at organizational learning in wildland fire and its organizational culture.

Therefore, as our Tucson, Arizona-based Wildland Fire Lessons Learned Center first organized, we began to benchmark other lessons learned centers to ascertain their foundational lessons. We wanted to know what practices work—and which ones we should avoid.
The Center’s staff realized the importance of examining the following organizations to see how they acquire, analyze, and disseminate lessons and practices: U.S. Department of Energy, U.S. Coast Guard, U.S. Marine Corps, U.S. Army, Raytheon Missile Systems, and Australia’s Bushfire Cooperative Research Centre. In 2004, the Center Manager and Assistant Center Manager made a “benchmarking” visit to the Center for Army Lessons Learned to gain knowledge and insights about collection and analyzing processes for their Information Collection Teams. 
Less than a year after its inception, the Center’s staff also contacted Harvard Business School Professor David A. Garvin, author of Learning in Action. Would he be willing to meet with a group of wildland fire professionals to help them determine how to prevent the same wildland fire operational mistakes from happening—over and over, again and again? 

Garvin’s first extended session with the Center’s staff initiated the foundation for a continuing and productive relationship between the wildland fire community and Harvard Business School. The Center has since developed several similar significant relationships with other renowned leaders in organizational learning, high reliability organizing, and managing the unexpected.
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[image: image20.emf]Early on, the Center developed a “road map” for its work that centered on organizational learning and the previously listed six critical tasks of a learning organization.
Then, with its mission, objectives, and goals clearly established, the Center began hosting briefings, presentations, conferences, and workshops across the country. 
By 2007, we had made approximately 30-thousand wildland fire community contacts, including: National Incident Commanders and Area Commanders, Regional Fire Management Officers, Rx510 Applied Fire Effects, S590 Advanced Fire Behavior Interpretation, S520/620 Advanced Incident Management and Area Command, Wildland Fire Apprenticeship Academy, Interagency Helicopter Managers, Burn Boss and Fire Use Managers, State Wildfire Academies, and National Fire Use Modules.

The word was definitely out. During 2007 and 2008, our country’s Wildland Fire Lessons Learned Center was even asked to make presentations—to explain how it was helping advance organizational learning, sharing knowledge, and promoting organizational change—at international wildland fire conferences in Spain, France, Australia, and Greece. 
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The Wildland Fire Lessons Learned Center’s staff believes that by acquiring, interpreting, transferring, and retaining wildland fire knowledge, positive organizational change will result as we act on what we know.
To help foster this organizational learning process, the Center works with both formal and informal wildland fire community factions to:
· Cultivate positive relationships with recognized institutions in the wildland fire community;
· Demonstrate the Center’s value as a venue for organized problem solving and as a resource for implementing strategies; and
· Cultivate “communities of practice” from the informal networks of professionals who share a common concern or passion about a topic, and who enhance their knowledge and expertise in this area by interacting on a regular basis.
A strong word-of-mouth reputation is emerging that the Wildland Fire Lessons Learned Center supports and enables fire professionals to improve their networks and enhance their skills.
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To help encourage and strengthen this across-the-board wildland fire community organizational learning, the Wildland Fire Lessons Learned Center has been organized around three key focus areas:

1. Collection and Analysis

2. Knowledge Management/Retention, and

3. Knowledge Sharing/Transfer

1. Collection and Analysis

The Center uses several methods to acquire lessons and effective practices, primarily through: After Action Reviews (AAR) and AAR Rollups, Information Collection Teams (ICT), wildland fire community surveys, interviews, reports and reviews, incident case studies, success stories, staff rides, sand table exercises, and benchmarking. Once this information is acquired, it is analyzed by subject-matter experts.

After Action Review

The AAR is the cornerstone of organizational learning. Adopting and implementing this simple yet powerful learning process provides the potential to change an entire work culture. The four AAR questions asked in this “learning-after-doing” tool: What did we set out to do? What actually happened? Why was there a difference? What are we going to do next time? By answering and discussing these central questions, AARs initiate the knowledge transfer process. Their results can be used to enhance or sustain the performance of a unit or team. Organizational and operational gems and nuggets will often surface from the AAR that will be valuable to others—but only if other people have access to this knowledge. Therefore, providing the network and ability for sharing this information through the “AAR Rollup” is another of the Center’s key roles.
AAR Rollups

The Lessons Learned AAR Rollup serves as a tool for sharing knowledge on both successes and challenges experienced on incidents and projects. The AAR Rollup also focuses on recommendations for improvements to the wildland fire training curriculum and unresolved issues on incidents. The report’s format is designed to identify what is working—as well as what needs improving.
The following groups and individuals are requested to complete AAR Rollups after each dispatch: Type 1-5 incident commanders, burn bosses, fire use managers, agency administrators, crews, and single resources. The four-question form can be found on the Center’s Web site and e-mailed, faxed or mailed to the Wildland Fire Lessons Learned Center.

Once the Center receives the AAR Rollup, its pertinent information can be shared with the wildland fire community. To date, AAR Rollup subjects have included new tactics, techniques, procedures and processes that teams, crews, or individuals have implemented. Recommendations have also been made for updating existing lesson plans and courses to reflect new or different ways to accomplish tasks.
The Lessons Learned AAR Rollups have also pointed out trends—or common problem areas—that have not been adequately addressed in the past. Through the free-flowing nature of these reports, it becomes possible to identify ways of resolving problems without creating additional policies. 
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Information Collection Teams

Information Collection Teams provide a significant knowledge-capture process in organizational learning. Through observation and interviews, lessons and effective practices and knowledge gaps are collected at an incident or event to be used as a knowledge tool for the larger community. These teams are always comprised of subject-matter experts and a member of the Center’s staff. For 5- to 12-day periods at an event, these teams collect information on tactics, techniques, procedures, and processes. An initial impressions report is then developed from this information and shared with the wildland fire community. This new knowledge and lessons learned—actually gleaned in the field—is often used to update Incident Management Teams, incident commanders, crews and single resources around the country. ICT information is also shared with wildland fire course instructors and developers to help ensure that what is being taught is actually working out in the field. “The purpose of an ICT is to collect lessons and effective practices from firefighters that they believe will be of value to other firefighters. It does not investigate or review,” points out Dave Christenson, Assistant Center Manager.
Two to six people typically comprise an ICT. Before a team is dispatched, a collection plan is developed that clearly states which issues will be reviewed, formats to be used, and reporting procedures. The final product is reviewed by the Lessons Learned Center and subject-matter experts. The entire Initial Impressions Report and related components are made available to the wildland fire community in a timely manner.
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Since its inception seven years ago, the Center staff has realized that After Action Reviews (AAR) and Information Collection Teams (ICT) serve as the optimum methods for collecting pertinent wildland fire and all-hazard incident knowledge. Actual incident case studies and specific wildland fire community surveys have also proved to be important information collection tools.

2. Knowledge Management and Retention

The Center’s three popular Web sites—<wildfirelessons.net>, <myfirecommunity.net> and <imtcenter.net>—serve as the backbone for retaining wildland fire knowledge for today’s wildland fire professional. 
http://www.wildfirelessons.net

This Web site’s convenient home page provides immediate access to the following general topic areas: What’s New, Advances in Fire Practice, Center Library, Features, Newsletters, Organizational Learning, Videos, and Links.
A wide range of timely information on lessons learned and related wildland fire data is currently available, including information surrounding the following topics: effective practices, tactics, tips, procedures, useful technologies, training recommendations, periodicals, published research, white papers, peer-reviewed journal articles, and books on current wildland fire subjects. (People can obtain this information for immediate use through a simple key word, or advanced search function.)
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This extensive Web site also has significant interaction with safety, training, and leadership development areas for both wildland fire and all-hazard incidents.
http://www.myfirecommunity.net

This online community center was developed to serve the various interagency wildland fire “communities of practice”—informal groups of people with similar work-related activities and interests who deepen their knowledge and expertise by interacting together on an ongoing basis. Thus, this special electronic meeting place now allows people to communicate through an online community directory, sharing ideas and learning opportunities via discussion threads. To do so, this online community center—http://www.myfirecommunity.net—contains three primary features:
· Community Directory
A “yellow pages” of people who work in wildland fire. People can learn about other members’ current interests and projects—and add themselves to allow others to see and learn what they are doing.

· Announcements and Calendar
Neighborhood members can post announcements and pertinent community calendar events.

· Neighborhood Discussion Topics
Members can pose questions and find answers by reading or joining in discussions. This area provides a convenient location for storing community members’ comments on particular subjects and projects.  
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To date, more than 400 neighborhoods have been established, linking a diversity of wildland fire community factions, including: fire ecologists and fire effects monitoring groups, dispatchers, planners, engine and crew contractors, interagency hotshot crews, smokejumpers, fire behavior analysts, incident training specialists, and fuels committees.
http://www.imtcenter.net

This popular special online “Team Center” site provides Incident Management Teams with a place and means to set up and maintain their own Web sites—without the need for a webmaster or special software training. Team leaders can easily update and change their site’s content. Team members can maintain their contact and availability information in a secure, private part of their team’s site. The Team Center includes calendars, team rosters, photo galleries, and secure file sharing.
As of March 2009, IMTcenter.net hosts 80 different team Web sites, including Area Command Teams, Fire Use Management Teams, National Incident Management Organization Teams, IMT Types 1-4, and state teams. As users come up with additional tools that they would like to see added to our Web site function, the LLC strives to provide these features in a timely manner. For instance, an individual’s ability to apply for positions on teams through this Web site will be available in 2009.


[image: image8]
[image: image30.jpg]


The Center’s newest Web site—launched in 2008—features learning videos (all less than 20 minutes in length) created and submitted by the Wildland Fire Lessons Learned Center, Incident Management Teams, and other members of the wildland fire community. While the Center also has videos on www.wildfirelessons.net, it quickly became apparent that a separate site exclusively for videos would be beneficial to the entire wildland fire community. 

Videos can generate a high volume of Internet traffic, especially if they become popular with both the interagency wildland fire community and the general public. The Center therefore created this site to host videos on a separate server to ensure that popular videos do not interrupt service to any other Center Web sites. 

All members of the wildland fire community are encouraged to post their short videos on this always expanding site. Popular videos, such as those featured in the new “Firefighter: Remember This” series, have been downloaded thousands of times, with these visit numbers increasing daily. 
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3. Knowledge Sharing and Transfer

The Wildland Fire Lessons Learned Center has found that the primary method for successfully sharing wildland fire knowledge is through the networks of professional wildland firefighters who work within the various organizations and communities of practice.

Recent Center-sponsored national and geographical area workshops have helped provide the groundwork for the importance of organizational learning. “Achieving the Learning Organization,” “Facilitating Effective After Action Reviews,” and “Managing the Unexpected Through High Reliability Organizing” are examples of these successful workshop opportunities. Video and DVD products of many of the Center’s workshops are available by ordering through its Web site.
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Besides the already discussed Web sites, three other important knowledge transfer vehicles have been established by the Center:
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Scratchline Newsletter

This quarterly newsletter explores lessons learned and most effective “in-the-field” practices that surround new wildland fire tactics, techniques, procedures, and processes. Scratchline’s overriding intent is to inform and educate in a fast and simple manner. Past featured subjects include: Chainsaw Safety and Snag Falling Lessons Learned, Air Operations on the Fireline Lessons Learned, Line Officer Lessons Learned, and Wildland-Urban Interface Lessons Learned.
The Learning Curve Newsletter
This special publication is produced periodically—for immediate use in the field—to share important lessons learned summaries from After Action Review Rollups. Past Learning Curve issues have focused on: coordinating with multiple volunteer fire departments, the significance of “town hall” meetings and working with intense media interest, preventing dehydration on the fireline, providing water safety training, and situational awareness in aircraft operations.
Wildland Fire Lessons Learned Center News Digital Newsletter
This new HTML newsletter, launched in early 2009, is sent out to hundreds of electronic mailing lists each quarter when a new Scratchline issue and other LLC knowledge products or videos are published. Users are linked to these new publications on the LLC Web site.  
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Where We are Going
In 2006, the Wildland Fire Lessons Learned Center—using an interagency planning committee and fire management strategic planning specialist—developed an ongoing strategic planning process and operational plan.

The corresponding mission and seven “Strategic Goals” will help chart [image: image36.emf]the Center’s course into the future:

1. Organizational Learning

2. Relationship with the Wildland Fire Community

3. Collaborative Networks

4. Learning and Training

5. Center Staffing and Funding

6. Services and Products

7. Marketing

“It’s all about organizational learning,” reaffirms Center Manager Paula Nasiatka. “As a knowledge resource center, the Wildland Fire Lessons Learned Center is striving to help the wildland fire community become a fully developed and dynamic learning organization.”

Nasiatka continues: “And, as the wildland fire community becomes more involved and embraces these concepts, positive organizational change will take place.”
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Wildland Fire Lessons Learned Center’s Vision for 2012

The Wildland Fire Lessons Learned Center is well established and highly respected throughout the wildland fire community as an innovative and progressive organizational learning resource center.
The Center helps the wildland fire community to deeply establish a safe learning environment by enabling this community to receive honest input. To help accomplish this, the Center distributes trusted information that is created and contributed by the wildland fire community.

The Center provides leading-edge strategies, processes, and tools to assist the entire wildland fire community to perform more safely and effectively using lessons—both past and present. The Center provides both the central point for a continuous organizational learning and improvement cycle in wildland fire as well as a center of high performance and integrity.
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The Wildland Fire Lessons Learned Center
3265 E. Universal Way  ▲  Tucson, Arizona  85756

(Co-located with the National Advanced Fire and Resource Institute [NAFRI])
Paula Nasiatka, Center Manager ▲ 520-799-8760
Dave Christenson, Assistant Center Manager ▲ 520-799-8761
Brenna MacDowell, Editorial Assistant ▲ 520-289-9199
Paul Keller, Technical Writer-Editor ▲ 503-622-4861
Stephen Romero, 2009 Student Conservation Association Intern ▲ 520-799-8762
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The Wildland Fire Lessons Learned Center would like to thank the following people

for providing the photographs used in this publication:
     Wade Clack, Jed Conklin, Sara Erickson, Tom Iraci,

     Dominic Kovacevic, Eli Lehmann, Bob Mutch, Dennis Neitzke,

     Mark Rosenthall, Wes Schultz, and the Indians Fire Accident

     Prevention Analysis Report Team. 
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Why We Are Here








Mission Statement





"The Wildland Fire Lessons Learned Center actively promotes a learning culture to enhance and sustain safe and effective work practices for the wildland fire community.





The Center provides opportunities and resources to foster collaboration among all fire professionals, facilitates their networks, provides access to state-of-the-art learning tools, and links learning to training."
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A recent 2009 Google search revealed that of all the various “Lessons Learned” Web sites (including the Center for Army Lessons Learned), the Wildland Fire Lessons Learned Center was first with more than 26 million returns.





“Surviving a Rotating Vertical Plume – What YOU Can Learn From THEIR Experience” is one of the Wildland Fire Lessons Learned Center’s short videos from its “Firefighter: Remember This” series. This video, and the others from this special series that highlight key lessons learned from “near miss” and fatal incidents, are available for downloading from: � HYPERLINK "http://www.MyFireVideos.net" ��www.MyFireVideos.net� as well as from: � HYPERLINK "http://www.wildfirelessons.net" ��www.wildfirelessons.net�.








Wildland Fire Lessons Learned Center





Staff Evolution





Center Manager Paula Nasiatka – May 2002





Assistant Center Manager Dave Christenson – September 2002





Editorial Assistant Brenna MacDowell – April 2006





Technical Writer-Editor Paul Keller – October 2007





Student Conservation Association Intern


(annual, ongoing program) – 2007





An analyst position will join the Center staff in 2009. In addition, each year a broad ensemble of special contractors also help the Center achieve its mission’s goals and objectives.
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